possibility because of the increased traffic congestion and potential danger to the students. But we, the orientation and mobility (O&M) staff, saw this change as an opportunity. Schools all over the country have student crossing guards. Our thought was, "Why can't we do the same?" We designed a program that has worked for four years. This article describes the design and administration of our crossing guard program.
Program design
The O&M staff examined the location of the crossing in question. We analyzed the crossing in terms of traffic patterns, times of day, width, the location of corners and ramps, and ambient noise. The crossing guards would be responsible for one-way traffic only; they would direct the students toward the school in the morning and toward the dormitories in the afternoon. The crossing guards would be responsible only for students crossing during established times. If students crossed before or after these times, they were expected to use reasonable judgment and established O&M skills for crossing driveways.
To present the program to the school's administrators for approval, we established the following guidelines for the crossing guards:
q Purpose: to assist students in crossing streets and driveways safely; to serve as role models to younger, less-experienced students; to serve as a physical presence, so drivers act more responsibly; and to direct students, not traffic. . These times were determined by the time of day during which buses were typically moving through the crossing.
Once we had approval for the project, we collaborated with the on-campus jobs teacher to make the position of crossing guard a paid job. On-campus jobs at the California School for the Blind are paid with funds from the school budget. They are viewed as an important precursor to subsequent off-campus jobs, teaching not only the skills necessary to complete tasks, but reliability and problem solving. The oncampus jobs teacher assisted us in determining the appropriate pay ($2.50 per shift). The crossing guards would be subject to the same rules and procedures as all other positions with regard to supervision, time cards, and evaluations. The O&M instructors would be responsible for assessing their ongoing job skills with regard to the actual mechanics of being crossing guards. The on-campus jobs teacher would be responsible for hiring and firing the crossing guards and assessing dependability, use of time cards, ability to find substitutes as needed, and other basic job skills. Assessments were done by spot checks throughout the year. Anecdotal feedback was also accepted from the staff members.
We contacted the California Automobile Association for print and video materials on student crossing guards and the principles of safe street crossings. 
Recruitment and equipment
The next step was to nominate students and ask them if they were interested in applying for the crossing-guard positions. Of the five students who were nominated for nine time slots, some were totally blind and some had low vision. One candidate had a significant physical disability that required an adaptation of the stop sign that he could hold. For this student, a small, laminated cardboard stop sign was mounted on a wooden dowel, since the regulation sign was too heavy for him to hold up in an elevated position. Recess times served as initial training periods. The following was covered during training: The crossing guards were also advised that in the unlikely occurrence that a student did not follow the crossing guard's directive, the crossing guard should report the student to the on-campus jobs teacher, who would consult with the O&M department.
The initial training session took place in a small-group format. The students then worked individually with their O&M instructors during practice and real times. The overall training time varied according to the needs of individual students. The actual time invested in individual training ranged from one to six hours. The instructors also phased out assistance according to the needs of individual students. Eventually, all eligible students were trained and put on the job.
Of course, the rest of the student body needed to be alerted that the crossing guards were now on duty twice a day. Some students needed help from the dormitory staff, classroom teachers and assistants, and O&M instructors to understand how to follow the crossing guard's directions. Some of the bus drivers also needed advice.
Program evaluation
We learned a lot during the first year of this program. We initially started the program after the school year began. It was later determined that the crossing guards were not able to gain credibility because other students had already begun the school year without their presence. A letter was sent to all staff explaining the program and asking for their support by serving as role models when crossing streets and driveways with students. We also learned that it was important to delineate clearly between selection and training by the O&M instructor and job supervision by the on-campus jobs teacher. With this delineation, the O&M instructors were freed from the responsibility of dealing with time cards, evaluations, and the like. Adjustments were made to the times of duty on the basis of the ongoing evaluation of students' actual travel times. A procedure was needed for obtaining a substitute when a crossing guard was absent or unable to do the job for any reason. The crossing guards were given a list of crossing guards in their preferred reading medium so they would be able to find their own substitutes. Much to the dismay of some crossing guards, reporting for duty in bad weather (essentially rain, in our part of California) was expected. Finally, the crossing guards were reminded that their first priority was the job at hand, not chatting with a friend who happened to approach the crossing. This is a program that will no doubt require further design changes as we learn more about the capabilities of our students and as our student population changes. We are pleased with the overall guidelines we have set up and with the response from the students and staff. 
